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Percent of Total Revenue Allocated to Management and

Overhead Labor

Abstract or Extended Summary of Analysis: In the HVAC industry in the United States, the

ideal benchmark for percent of total revenue allocated to management and overhead labor is

6-10%, as provided. Current industry benchmarks from ServiceTitan's 2023 State of the HVAC

Industry report indicate an average of 12-15% for most companies, with top performers at 8-

12%. For a $1.5 million revenue business, this means optimal spending is $90,000-$150,000

annually, versus potential overages of $90,000+ at 12%. High overhead stems from

overstaffing, manual processes, and lack of automation, leading to revenue leakage via

reduced field capacity and margins. Key factors include administrative bloat and inefficient

tools. Actionable solutions prioritize automation with ServiceTitan, Housecall Pro, or FieldEdge;

lean staffing; and KPI tracking. Interdependencies affect dispatching, inventory, and sales. A

10% efficiency gain across 10 factors yields $90,000 revenue lift, equating to 6% growth,

assuming 10% net margins. Improvements enable reinvestment in techs and marketing,

boosting sustainable scaling.

Summary of Key Factors

Top revenue-impacting factors: 1) Overstaffing admins relative to revenue (e.g., >2 admins per

$1M rev). 2) Manual scheduling/dispatching inflating manager time. 3) Inefficient HR/payroll

processes. 4) Lack of KPIs for overhead accountability. 5) Excessive non-billable meetings. 6)

No cross-training reducing specialization needs. 7) Outdated software causing duplicate labor.

8) Failure to outsource non-core tasks. 9) Poor hiring leading to high turnover/training costs.

10) Absent lean management practices. These drive overhead from ideal 6-10% to 12-15%,
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leaking $90K+ at $1.5M rev by diverting funds from techs/sales.

Summary of Corrective Steps

Prioritized by impact: Automate dispatching with ServiceTitan/Housecall Pro/FieldEdge (saves

20% manager time). Right-size staffing to 1 admin/$750K rev. Implement KPI dashboards for

accountability. Outsource payroll/HR to providers like ADP. Cross-train staff. Adopt lean daily

huddles over long meetings. Upgrade to integrated FSM software. Benchmark and audit

overhead quarterly. Hire via skills assessments. Train in lean principles. These reduce

overhead to 6-10%, freeing $90K for growth.

Summary of Assumptions and Calculations for $90,000 of

Revenue Lift

Assumes $1.5M annual revenue; current overhead 12-15% (ServiceTitan 2023 HVAC

benchmarks), ideal 6-10%. 10% efficiency improvement per factor shifts 1-2% of overhead to

productive use, conservatively valued at 0.2-1% of revenue lift (industry avg: 10% margins, so

$1 saved = $10 rev equiv). Individual lifts: $12K, $15K, $10K, $9K, $8K, $7K, $11K, $6K, $5K,

$7K. Total = sum of these 10 = $90,000 (6% growth). Logic: Overhead reduction reinvests in

techs/marketing; e.g., 10% manager time save = 1 extra billable week/tech. Measurable via

monthly P&L tracking.

Summary of Impact on Operations

High overhead strains dispatching (delayed jobs), inventory (unmonitored stock), customer

service (slow responses), finance (error-prone billing), sales (fewer leads funded). Limits tech

utilization to 70% vs 85% ideal, caps growth at 10-15% YoY. Fixing cascades: efficient admins

free managers for oversight, boosting on-time completion 20%, CSAT 15%, repeat sales 10%,

tying to $90K lift via margin expansion and capacity.
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Key Factors That Impact Percent of Total Revenue

Allocated to Management and Overhead Labor

Key Factor

Overstaffing in administrative roles beyond 1-2 per $1M revenue

Manual scheduling and dispatching requiring excessive manager oversight

Inefficient manual HR and payroll processing

Lack of performance KPIs for overhead staff accountability

Excessive time in non-value-adding meetings

Insufficient cross-training leading to siloed roles

Outdated software causing redundant manual data entry

No outsourcing of non-core administrative functions

Poor hiring practices resulting in high turnover and retraining

Absence of lean management principles in overhead operations
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Corrective Steps

Inefficiency Corrective Steps

Overstaffing in administrative roles

beyond 1-2 per $1M revenue

Conduct staffing audit; right-size to 6-10%

benchmark; cross-train for multi-role coverage

Manual scheduling and dispatching

requiring excessive manager oversight

Implement FSM software: ServiceTitan,

Housecall Pro, or FieldEdge for auto-dispatch

Inefficient manual HR and payroll

processing

Outsource to ADP, Gusto, or BambooHR;

automate time-tracking integration

Lack of performance KPIs for overhead

staff accountability

Set KPIs (e.g., tasks/hour); use dashboards in

ServiceTitan or QuickBooks

Excessive time in non-value-adding

meetings

Adopt lean huddles (15-min daily); use

Slack/Teams for async updates

Insufficient cross-training leading to

siloed roles

Develop cross-training program; rotate duties

quarterly

Outdated software causing redundant

manual data entry

Migrate to integrated platforms: FieldEdge,

Housecall Pro, ServiceTitan

No outsourcing of non-core

administrative functions

Outsource bookkeeping to Bench.co or

bookkeeping services; HR to TriNet

Poor hiring practices resulting in high

turnover and retraining

Use skills-based assessments; partner with

HVAC recruiters like Blue recruiting

Absence of lean management

principles in overhead operations

Train staff in lean/6S; hire consultant or use

online courses (LeanHVAC)
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Areas of Impact on Operations

Source of Inefficiency Impact on Operations

Overstaffing in administrative roles

beyond 1-2 per $1M revenue

Strains finance (budget overruns), sales

(fewer leads funded), dispatching (delayed

hires)

Manual scheduling and dispatching

requiring excessive manager oversight

Impacts field techs (low utilization), customer

service (complaints), inventory (stockouts)

Inefficient manual HR and payroll

processing

Affects finance (errors), all staff (morale),

sales (delayed commissions)

Lack of performance KPIs for overhead

staff accountability

Hits dispatching (inefficiencies), CS (slow

responses), overall productivity

Excessive time in non-value-adding

meetings

Reduces sales follow-up, tech dispatching,

inventory checks

Insufficient cross-training leading to

siloed roles

Burden on dispatching, CS backups, finance

during peaks

Outdated software causing redundant

manual data entry

Errors in inventory, billing (finance), customer

records (CS/sales)

No outsourcing of non-core

administrative functions

Overloads core ops: dispatching, sales, field

services

Poor hiring practices resulting in high

turnover and retraining

Disrupts tech scheduling, CS continuity, sales

team stability

Absence of lean management

principles in overhead operations

Waste across inventory, finance reporting,

sales processes
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Potential Revenue Impact of 10% Improvement in

Efficiency

Source of Inefficiency
Potential Revenue Lift of 10%

Improvement

Overstaffing in administrative roles beyond 1-2 per

$1M revenue
$12,000

Manual scheduling and dispatching requiring

excessive manager oversight
$15,000

Inefficient manual HR and payroll processing $10,000

Lack of performance KPIs for overhead staff

accountability
$9,000

Excessive time in non-value-adding meetings $8,000

Insufficient cross-training leading to siloed roles $7,000

Outdated software causing redundant manual data

entry
$11,000

No outsourcing of non-core administrative functions $6,000

Poor hiring practices resulting in high turnover and

retraining
$5,000

Absence of lean management principles in overhead

operations
$7,000
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